Alternative Governance Study + MSR
Kick-off Meeting Agenda

L)
BETTER COMMUNITIES. .
BOLDER FUTURES. San Joaquin LAFCO, RSG & Planwest
Wednesday, January 239, 2025, 9 to 10 AM via Teams
Introductions All
e Preferred communications format, Teams or Zoom, frequency of
communications
San Joaquin LAFCO’s Expectations and Goals SJ LAFCO
Previous MSR/SOI Findings, Key Issues Jill
Any other known areas of concern/items relevant to the study........cccceue. SJ LAFCO
REVIEW SCOPE Of WOTK ... ssss s Brandon/Carol

Meetings (includes list of all meetings identified in scope)

o Kick-off meeting (virtual)
e Three (3) workshops (virtual) — potential ad hoc or advisory committee
= We recommend an advisory committee including chiefs or key
stakeholders. Public workshops are an alternative.
= Recommended timing for workshops:
o First workshop: prior to agency interviews
o Second workshop: post review of preliminary findings
o Third workshop: prior to the public review period
e LAFCO public hearing(s) to present public review draft of the report

1. Prep and Data Collection (Phase 1 begins)
a. Kick off meeting with client — identify goals, objectives, roles, etc.
b. Address workshops schedule/tasks
c. Collect data from local and state sources, including but not limited to
previous MSRs, agency budgets, GIS, demographics, County assessment
rolls, and audits
i. RSG has begun this process
d. Prepare survey instrument and distribute to LAFCO for review
e. Stakeholder meeting 1 (and prepare stakeholder meeting summary
memo)
f. Coordinate and begin conducting agency interviews

2. Analysis
a. Prepare 5-year financial forecast
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Evaluate potential JPA financial forecast

Develop cost-benefit analysis

Create governance summary matrix

Compile preliminary findings

Conduct stakeholder meeting 2 (and prepare stakeholder meeting
summary memo)

3. Administrative Draft Alternative Governance Study

®Q0 T

Draft preliminary recommendations and summary of financial forecast
Draft Alternative Governance Study

Distribute to LAFCO for review and feedback

Present draft study to Commission and stakeholders

Conduct stakeholder meeting 3 (share draft study and prepare
meeting summary memo)

4. Finalized Alternative Governance Study and Presentations (end of Phase 1)

5. Administrative Draft MSR (Phase 2 begins)

a. Develop Agency Profiles
b. Distribute draft to LAFCO and affected agencies for review & feedback
(recommended)
c. Present Public Review Draft at LAFCO public hearing meeting
d. Distribute updated version for a 30-day comment period to agencies,
stakeholders, interested parties
e. Final Draft MSR
i. Prepare comment log and incorporate all comments for the final
draft to the LAFCO staff and distribution to the Commissioners
ii. Attend public hearing to provide a summary presentation of
changes to LAFCO Commission as needed
iii. Transmit electronic version of final-approved report to LAFCO
staff
Schedule of WOrk & Deliverables............... s sssssssssessssensns Carol

Task Tentative Schedule

Task 1: Kickoff & background
research, survey and interviews

January — April 2025

Task 2: Analysis and Alternative

Governance Study preliminary March - July 2025
recommendations,

Task 3: Draft Alternative

Governance Study

July — September 2025
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Task 4: Finalize Alternative

Governance Study October 2025
Task 5: MSR and SOl Update October 2025 - March/April 2026
DAta NEEAS ...ttt s s bssssRsbsRsssRss e s b nee Jill

e Formation Documents

e Contracts or Agreements re County Fire, Dispatch, Ambulance
e GIS shapefiles

e Interagency agreements

e Agency contact information

e LAFCO policies pertinent to MSR process

e LAFCO letterhead (for introductory transmittal letter)

e Call/Response Data

e Grand Jury - required responses

e RSG will create a shared folder to upload files to.

FINQAI CONSIAEIATIONS ... ettt e e et e e se et eese et ssessessesseseeseseessaasnsaees All
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ATTACHMENT 1
Previous Key Findings and Recommendations - SJ LAFCO Fire MSR

See pages 60-66 for an overview of Consolidation / Reorganization options

Boggs Tract Fire District

o One hundred percent of the District lies within the City of Stockton's sphere of
influence and by 2040 the District may cease to exist if the City annexes its
unincorporated islands as stated under its General Plan and SOI Plan.

o Fire protection is provided to the Boggs Tract community through a contract
with the City of Stockton. Even though the District service area may be
annexed to the City of Stockton, fire services will not change because it is
provided through a contract with the City.

o The District owns one fire station that is abandoned and not being maintained.
The District Board should consider what alternatives are available to use or sell
the property.

Clements Rural Fire District

o Fifty percent of the District is within the State Responsibility Area for which
CalFire is responsible for wildland fire.

o The feasibility of consolidation among the north county fire service providers
to improve the efficiency of services, to improve staffing levels, and to promote
facility and apparatus sharing should be explored. Establishment of a
functional joint powers authority to share administrative services and support
among Districts should also be considered.

Collegeville Fire Protection District

o The Mariposa Lakes Project, consisting of 3,800 acres of mixed-use
development, is within the City of Stockton SOl and would annex to the City if
the project were to move forward. The project could potentially remove 3,800
acres from the Collegeville FPD.

o The State Department of Corrections and Rehabilitation is proposing a 1,800
bed medical care facility with a proposed staff of 3,030 and to establish a 500-
adult male re-entry facility on the Northern California Youth Correctional
Center property and Northern California Women's Facility. These proposed
uses will greatly increase the District's service volume.

o Demands for service are the lowest of the 19 rural fire protection districts with
an average of 96 calls per year.

o Inorder to provide an adequate level of service for the Department of
Corrections proposed facilities the District should consider making a boundary
change to allow the Montezuma FPD which is staffed 24-hours, to provide the
services to the facilities or establish an automatic aid agreement to allow
Montezuma FPD to serve this facility.

Eastside Fire District

o Over 49 percent of the District is within the City of Stockton SOI. The District
population would decrease from 23,200 to 3,221 by 2040 if the City annexes all
of the territory within its sphere of influence according to the General Plan and
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SOl Plan.

o The District does not own a fire station or apparatus. Fire services are provided

through a contract with the City of Stockton.
Escalon Fire District

o The District's population is projected to grow at an average rate of 1.4 percent
annually, from 12,598 in 2010 to 18,836 in 2040, an increase of 6,238 people.

o The District receives the lowest property tax increment of all rural fire districts.

Farmington Fire District

o The feasibility of consolidation among the central county fire service providers
in order to improve efficiency of services, improve staffing levels, and to
promote facility and apparatus sharing needs to be explored as well as the
establishment of a Functional Joint Powers Authority or Consolidation for
administrative services for the District.

French Camp-McKinley Fire District

o Fifty-two percent of the District’s territory is within the City of Stockton’s SOI
and one percent is within the City of Lathrop’s SOI. City annexations will have
an adverse impact to the District’s ability to provide adequate service to its
remaining territory due to the loss of revenue.

o Two alternative governmental structures have been identified for the District
and should be explored by the District:

= Contracting with the City of Stockton
= Consolidation with the other centrally located rural fire districts

o The District maintains contracts with several homeowners within the
Unprotected Delta Region. These contracts should be formalized through the
LAFCo by either amending the boundaries of the District or establishing out-
of-agency service approvals pursuant to Government Code Section 56133.

Lathrop-Manteca Fire Protection District

o Considerable population growth is expected to occur within the City of
Lathrop. The population is projected to increase from 25,197 in 2010 to 37,612 in
2020, a 49 percent increase, and to 76,453 by 2040, a 103 percent increase.

o The District continues to be impacted with the City of Manteca annexations.
Fifteen percent of the District territory is within the Manteca sphere of
influence and two percent is within Stockton’'s sphere of influence.

o Eventhough the District is currently experiencing a dire financial emergency
now, the anticipated future growth within the City of Lathrop could make it
fiscally sound since growth would generate revenues for the District.

o Due to the significant loss in property tax revenues and the reduction in
staffing and service levels to balance the budget, the District should consider
coordinating the delivery of fire service with the City of Manteca.

Liberty Fire District

o The District relies almost 100 percent on property tax revenues to operate.

o The feasibility of consolidation among the north county fire service providers
to improve efficiency of services, improve staffing levels, and promote facility
and apparatus sharing needs to be explored as well as a Functional Joint
Powers Authority or Consolidation for administrative services or personnel-
sharing for the District.

Lincoln Fire District
o Sixty-eight percent represents the area that the District would lose if the City
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of Stockton annexes all of the territory within its sphere of influence by 2040.

o The District does not own a fire station or apparatus. Fire services are provided
through a contract with the City of Stockton.

Linden-Peters Fire District

o The feasibility of consolidation among the north county fire service providers
to improve efficiency of services, improve staffing levels, and promote facility
and apparatus sharing needs to be explored as well as a Functional Joint
Powers Authority or Consolidation for administrative services or personnel-
sharing for the District.

Mokelumne Rural County Fire District

o The District attempted to pass new Measures to increase the special tax but
both measures failed.

o The feasibility of consolidation among the north county fire service providers
to improve efficiency of services, improve staffing levels, and to promote facility
and apparatus sharing needs to be explored as well as a Functional Joint
Powers Authority or Consolidation for administrative services for the District.

Montezuma Fire Protection District

o The District provides Aircraft Rescue and Fire Fighter service to the Stockton
Metropolitan Airport. Special training and equipment is needed to provide
ARFF. The equipment and required staffing levels are provided for under
contract with the airport.

o One hundred percent of the District’s territory is within the City of Stockton's
sphere of influence. The District will eventually be impacted to a point where it
could no longer operate or provide an adequate level of fire services to the
remaining territory.

o Inorder to provide an adequate level of service for the Department of
Corrections proposed facilities, the entire facility should be in the Montezuma
FPD or an automatic aid agreement should be established to provide
improved service coverage.

o Two alternative governmental structures have been identified for the District
and should be explored by the District:

= Contracting with the City of Stockton
= Consolidation with the other centrally located rural fire districts
Ripon Fire District

o The District is the only fire district to provide ambulance service.

o The District maintains a volunteer list of 45 people and 80 more are on the
waiting list.

o The District demonstrated accountability to provide a level of service to the
community by making an effort to increase the special assessments to pay for
the costs. The voters rejected the ballot measure, however, and the District
reduced levels of service in non-emergency areas and increased ambulance
and other fees.

Thornton Fire District

o An automatic aid agreement or a boundary exchange with Woodbridge FPD
may improve service to Staten Island.

o The feasibility of consolidation among the northern county fire service
providers in order to improve efficiency of services, to improve staffing levels,
and to promote facility and apparatus sharing should be explored.
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e Tracy Rural Fire District

o

Considerable population growth is expected to occur within the Tracy Rural
FPD. The population is projected to increase from 15,469 in 2010 to 48,801 in
2020, a 216 percent increase, and to 164,614 by 2040, a 237 percent increase.
Tracy Rural FPD will become the second most populous fire district in the
County behind the City of Stockton.

The District is adjacent to the Unprotected Delta Region and provides
emergency medical response for life threatening incidences. Fire protection
for the Delta Region is needed and the Municipal Service Review suggests that
a fire district be formed or annexation of the area to an adjoining district
including Tracy Rural FPD.

A Joint Powers Authority (JPA) is in place that contracts with the City of Tracy
and with Tracy Rural to obtain labor resources which the Authority then
supplies to each member agency of the Authority in accordance with that
agency's desired service. The JPA operates like a single district because it has
the same Fire Chief, the same administrative personnel, and the Standards of
Cover are prescribed to both parties in the JPA, neither of which can operate
independently per the Agreement.

e Tuxedo-Country Club Fire District

o

o

One hundred percent of the District is within the City of Stockton sphere of
influence and would cease to exist if the island was annexed to the City
according to its General Plan and Sphere of Influence Plan.

The District does not own a fire station or apparatus. Fire services are provided
through a contract with the City of Stockton.

e Waterloo-Morada Fire District

o

o

The District identified the need to relocate/construct a fire station to improve
the level of service in the northern portion of the District.

Twelve percent of the District territory is within the City of Stockton’s SOI. The
territory in the SOl is designated industrial uses and provides a substantial
amount of revenue from property taxes and special assessments to the
District. Annexation of the territory to the City would greatly affect the
District's ability to continue to provide services to the remaining service area.

e Woodbridge Fire District

o

The northwestern portion of the WOODBRIDGE FPD known as Staten Island is
accessible only by traveling through the Thornton FPD. The Thornton fire
station is located closer to the area and can provide a better response time.
The area should be detached frormn WOODBRIDGE FPD and annexed to
Thornton FPD if financially feasible.

The feasibility of consolidation among the north county fire service providers
to improve efficiency of services, improve staffing levels, and to promote facility
and apparatus sharing needs to be explored as well as a Functional Joint
Powers Authority or Consolidation for administrative services for the District.



